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Next, the current concept is most useful at the tactical ievel in the JCS-defined operational state
of war. Even so, this concept is a good startang point for an umbrella concept that applies 10 the
operational artist. A more holistic view of actions and effects needs to be built into the present
concept. The author suggests the concept of time-medium-farce windows better portrays effects at
the operational level. These windows of effects can even be used in synchronizing effects at the
tactical level. The revised concept also needs 1o incorporate space, EW, and psyops mediims. It also
needs to address the impact of civilian agencies in the operational artist’‘s area of operations.

The paper also contains some other conclusions and implications, Key JCS manuals do not address
ihe synchronization concept. Also, the development of synchronization as an Army doctrinal concept
parallels the development of the operational art. The author a2lso suggests that a campaign planning
process can be built around planning for and synchronizing first effects, then actions. Joint doctrine
writers and other services should consider incorparating this concept i1nto their doctrine. Also, the
TRADOC Operational Operating Systems may be useful tools for the operational artist.

Finally, more studv remains to be done in this area. So..2 topics that need to be considered are
measurement of effects, delineation of medium boundries, existence of a vertical hierarchy of doctrine
in the DoD, and lanages of FM 100 S 1o JCS doctrine and other Army doctrine.
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ABSTRACT

OPERATIONAL SYNCHRONIZATION: A REVISED DOCTRINAL PROSPECTIVE,
by MAJ Timothy D. Lynch, USA, 50 pages.

The paper examines the concept of operational synchronization to
determine how the concept should be portrayed in the upcoming revision of
FM 100-3, Operations. tris study first examines implications of theory of
the operational art on the concept of synchronization. Next, the paper
examines the historical development and current doctrinal procedures as
outlined in FM 100-5. The current version of operational synchronization is
then analyzed using six criteria: time-medium-force windows of etfects,
operational objectives, sequencing, flexibility, ecncmy of force, and
future-orientation.

The results of this doctrinal examimation are used to suggest some
refinements to the roncept of operational synchronization and demonstrate
them using a synchromzation planning methodclogy. The author concludecs
wlth saome implications for the (evelopment of the concept of operational
synchronization 1n the upcoming revision of FM 100-5.,

Several conclusions are drawn from this research. First, synchronizaticn
of effects and actions appears to be the "heart" of AirLand Battle doctrire
and operational art.

Next, the current concept 15 most useful at the tactical level in the
JCS-defined operational state of war. Even so, this concept is a good
starting point for an umbrella corcept that applies to the operational artist.
A more holistic view of actions and effects needs to be built into the present
concept. The author suggests the concept of time-medium-force windows
better portrays effects at the operational level. These windows of effects
can even be used in synchronizing eftfects at the tactical level. The revised
concept also needs to incorporate space, EW, and psyops mediums. It alsc
needs to address the impact of civilian agencies in the operational artist’s
area of operations.

The paper also contains some other conclusions and implications. Kev JCS
manuals do not address the synchronization concept. Also, the development
of synchronization as an Army doctrinal concept parallels the development of
the operational art. The author also suggests that a campaign planning
process can be built around planning for and synchranizing first effects, then
actians. Joint doctrine writers and other services should consider
incorporating this concept into their doctrine. Also, the TRADQOC Operational
Operating Systems may be useful tools for the operational artist,

Finally, more study remains to be done in this area. Some topics that
need to be considered are measurement of effects, delineation of medium
boundries, existence of a vertical hierarchy of doctrine in the DoD, and
linkages of FM 100-5 to JCS doctrine and other Army dactrine.




Table ¢f Contents

Page
1. Introduction.. v vnev e, e et 1
S The Theoretical Basis for Synchronization.. ... icinnnon 2
11 Historical Development of Synchrontzation as an
Operaticnal Concept....... i e e e 12
vV, Evaluation Criteria.. iviiveennrrnenns e B3 |
. Analvsis of the Current Concept....... e 24
Ul Revisions to the Current Concept............. e 30
NN Canclusions and Implications..... e e e e e 40
= - = o ol e e 42
Appendices:
A, Time-Mediums-Forces-Actions-Effects Paradigm............ A=l
B. A Suggested Effects Synchronization
Planning Methodology.va v en i ivi i iin e e 5-1




rJ

114,

tle.

Lis? ot rrgures

Page
Basic Time-Mediums-Faorces Actions Effects
(TMFAE)> Paradigm......... Ceavaae e e e 2
fictions and Ef€ects as Parts of Coordination,
Synchronitzation, and Synergi oM. i i vttt ne et os 5
Effects Window over Time..-........ e e e e 10
TIME Block, TMFAE Paradigm.......... e e z1
MEDIUMS Block, TMFAE Paradigm...ivsvev e onreonneens 2l
FORCES Block, TMEAL Daradigm. oo irnnnase s e el 22
Multiple Effects Windows, TMFAE Paradigm.......... ... oo, Z2
Evaluation Criteria Checklist...... e e e 24
FM 100-5 IMlustration of Svnchronization...... oo 25
TMFAE Paradigm for Current Synchronization Concept......... 29

tvatuation Checklist for Current Synchronization Concept...

Revised TMFAE Paradigm for the Synchronization Concept.....

Dralectic Linkages of Strategic Guidance and
Tactical Capabirlities. i iiiinennnnas e e

ESPM STEP 1: Define the Objective..v.ovev v enenen e Ve

ESPM STEP

ro

ESPM STEP 3: WVYisualize the Querall Plan..... . ivirvenenenn,
ESPM STEP d4a: Identify Sequenced Effects........covuvviinnn
ESPM STEP 4b: Turn Phased Effects into Actions..,........ .o

ESPM STEP d4c: Write the Detailed Plan... v ivenrinnrnennen

~pprecrate the Situation. ..o ina o, -




Introduction

(1Y What military CONDITIONS must be produced in the theater of
war or operations to achieve the strategic gonal?
(2) What SEQUENCE of actions is most likely to produce that
condition?
(3> How should the RESQOURCES of the force be applied to
accomplish that sequence of actions?
[FM 100-5, Operations, 1984, 10, author emphasic added]
Time-space-force relationships lie at the crux of all the questions the
operational artist must answer. The operational artist desires to generate
"synchronized" effects (CONDITIONS) through the optimal combination of
RESOURCES, at the right time, in the right place, i1n the right SEQUENCE. This act
of "synchromzing" resources at the operational level ought toc be a highly

developed concept im our current doctrine.

As defined on page 17, FM 100-5,

Synchronization is the arrangement of battlefield activities 1n time, space,
and purpose to produce maximum relative combat power at the decisive poirt.
{1t 15 both a process and a result, Commanders synchromze activitiec; thevy
thereby produce synchronized operations (1713,

This definition may be sultable for tactical doctrine, Certainly the tactical
commander tries to bring together the effects of actions at a single decisive point.
Even Clausewitz eLhues the FM 1uU-3 concep. as he states that torce
"...employment will be more effective the more everything can be concentrated [1inl
a single action at a single moment £19%4,2091." But the modern operational artict
may -t ce able to concentrate his massive combat power at a single point 1n time
and space. Does that mean this cnommander’s tool, synchromzation, goes Not have

the depth required of an operational concept?

The upcoming revision cf FM 100-5 provides an opportunity to review the
concept of synchronization and address it‘s operational aspects. This paper
strives for a more hclistic understanding of this important comcept for the

operational artist.

The author will first set the stage. Some definitions and assumptions will
shape the operational artist’'s environment. The authcor will then investigate
theoretical concepts, such as operational elements of design, tc form a basis for
the concept of operational synchromzation. Then doctrinal literature such as
JCS Pub. 1, Department ot Defense Dictinnary of Miltitary and Ascociated T.. s
JCS Pub 2, Unified Action Armed Forces (UNAAF), JCS Pub. 3-0, Doctrine for Joint
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ain an understanding of the historical dee pmert o the comcent.

S1+ critaria that emerge from this investigation will be used tc aral-Ie *ne
concept of cperatiornal svnchromza*ticn, The firet 4five rriteria emernge from
recsearch 1rto the theoretical aspects af svnchromization. The. iriilge
time-medium-+tcrce wirdows of effects, operaticmal cobeectives, sequeriiro,
economy of force, and flexibliity. The si1»th criteria, future-orientation, 15 draar

from a histocical review of doc*rine.

These ¢riteria will be used to analvoe the present cocnmcept o«
swmchropization to see 1f 1t 15 useful to the operational artist. The results o4 “Fiz

doctriral examination will be uysed to suggest some refirements to the cae
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speraticnal 3 nchronization and demonstrate it using & svnchromiZaticr clamoiog
me*rodoicgy. The author will corclude with some 1mzlications for the Ze. eIl Ter

o+ tre zorcest o4 cperatioral svnchiromizatian,

The Theoretical Basis for Svnchrormization

This serticn proviges the thepretical iinkages for the cormceft o4
stimchromization, The author will first provide a basic framework of assumpiiirs
arc defimtions. Then several aspects of theorv will be 1nvestigate? *0 a~"i.e 4t

f1.e evaluation criteria that will be used 1n later amal-s1s,

There are several Key assumptions for this paper. First, *he aothor
acszumes that ar interdependert hierarchy of doctrine evists., JC5 punly
outilne the overall doctrine #or the use of the military element of power, Arm.
goctripme 1s a comporent of and 15 subsumed by JCS doctrine. Therefore. Arm.
concepts should reflect JCS doctrine and doctrine specific tc A-mv roles and

m1ssions.,

Next, the author assumes the operational artist can workK im any of the *three

qereral states of the operational continuum. JCS 3-0 define= these states ac

PESCETIME COMPETITION: ..,.political, economic, infarmaticnal .,
and mylitary measures short of U.S. combat operations of
active support to warring parties, are emploved to achieve
national obiectives.,.[1-41;




CONFLICH ..o.armed =truygqgle., . between organized partiez yithgn

a nation or between natirone yn order to achieus 1im, ted
patitical or mititary objyectives... [ {-4-97;
WAR: ...sustained armed contlict between naticns or organtzed

groups withrn a natiaon :nvoluing regular and irreqular
torces in a series of connected battles and campaigns to
ach:eue i tal national objectives,,,.[1-5]

To be of use as a valid doctrinal concept, cperational synchromzation should

\-_‘:‘::_;».
across this entire continuum., For this discussion, the author assumes *he
cperational artist works 1n an area of operations that contains oppoeing forcec

functioring in all three gereral states of the operational continuum.

Next, the defimition of operational art should also apply 1 all the general
states o+f the operational continuum, Therefore, the author madifies thre

JCS Pub. 3-0 defimiticn to read that aperaticnal art 1s

...the emplovment of {golitical, economic, social, informational, andl militar
lelements of power) to attain strategic goals 1n a [designated ge-graph::
areal through the design, orgamzatior, and{/orJ conduct of Tnaticral palic,:
campaigns and major operations. Operational art trarslates strateqy 1ntc
operational, fand 1n the case of the use of military forces], tactical actiore.
Tre operatiomal artie* mav be a civilian or a militarv persco. Mo erenié:

R A~

o1

ievel 3+ command s concerned with the operational art (1973, £, 011 dracket
shows author adwustments to the definttionl.

The author assumes for this discussion that the operational artist 1s a miiitar:

lormmander, operating 1n a designated area of operations (AQ),

The operaticral artist's role 15 to 1mpose his will on the enem~ b

~.3etltingl favorable terms for Lexecution of national pclicy, campaigne,
maxr operations, and/or] battles by synchromized (space,) air, sea, grouna
mareyver (EW, psyops, and cival-military actions,) ..., [tod affect the enem:
throughout the [designated geographic areal...to the greatest advantage of
the +{riendly forces...[with the overall aim of accomplishing strateqic
obectives] [FM 100-5, 1936, 2%, 30; authar admustments are bracketedl.
TIME
s N
S ACTTONSS
, it N
MEDIUMS ! FORCES
S ft-----= N
\

EFFECTS

Figure 1. Basic Time-Mediums-Forces Actione Effects (TMFAE> Paradigm




Key definitions for time, effects, mediums, and forces aisc require
discussion, First, time can represent an 1nstant, a block, or &« measure of the *otal

period required to complete a campaign.

Next, the operational artist works in various mediume. From the 1974

edition of The Merriam-Webhster Dictionary, a medium 15 a surroundirg or

enveloping substance; a channel of communication; a means of disseminating 1deas;
or a condition 1in which something may function or flourish (4351, James Greer, a
current SAMS <tudent, proposes that the commarnder must be concerned with space,
air, land, sea, electronic warfare (EW), and psychological mediums [(SAMS student
zeminar orn syrchromazation, 6 & $ March 1990. Referred to from now on as
SAMS-S3, 19901,

Svnchromzation processes and results should be approached within a
rolistic framework of actions and effects. Several assumptions should be Xept ir
mind. First, forces can perform certain actions, deeds, things that are done. Next,
a force produces an action that has a separate and distinct effect. Also, cne must
azsume the effect can he measured. Finally, one must assume that the operational

artig* and/or his =ta4f can synchronize actions and/or effects.,

Two types of actions merit attention. Units perform actions such as attack
and defense at the strategic, operational, and tactical levels. Elements of units
also gerform functions such as sustainment, maneuver, planning, and air defense at
1l levels, Both acticrms ard functions need to be meshed together both vertically
amd horizontallv, 1n planning and eve-ution, to effectively synchromize the campaign

plan.

Air, sed, land, special operations forces, and civil agencies act to generate
effects 1n mediums. Force potential and effects are measured as combat powar,
"...the ability to fight...0,]...the effect created by combining maneuver, firepower,
protection. and leadership in combat actions against the enemy 1in war
[FM 100-5,19%26,113," Effects are also consequences, outcomes, results, or
products (Webster,1974,2321, Effects da not necessarily have to occur at the same
time or 1n the same place as the torces and/or actions that generate them. Effects
can also change over time and move between mediums. Finally, actions in one

medium can cause effects 1n another medium [(Greer.SAMS-S3 {9901,

Effects can accrue to the benefit or detriment of both cambatants. Effects

can occur 1n any one or more of the moral, physicaly, or cyberrnetic domains. One




canno* conclude that a positive eftect for one combatamt means a concomitart
negative effect for his opponent. However, one can, to =ome extent, predict the

future type and magnitude of effects.

Coordination, synergism, and synchronization also require defimtion. Sirce
these terms are not defined iy JCS Pub. {, the author offers composite detimticne

from The Merriam-Webster Dictionary, 1974.

I Coordinaticn | Synchronization | Syvnergism |

—————————————————————————————————— EAREE R R G m e
Action | e | * XX * ] i
———————————————————————————————————— R et et it |
Effect } | * XX % ! XX |
—————————————————————————————————— EREAEE R e e

Figqure 2. Actions and Effects as parts of Coordination,
Synchronization, and Synerqism
Coordination cin be described as the ACT cr PROCESS of rausing actiorg or
forces to work together to attain an agreeable or harmonious effect
[23,183,167.325), The individual effects may lose their independent nature but the
-esultant effect will not be greater than the sum of the effects acting
irdeperndertly.  This concept 1s rmeither time rmor space dependent. Cre can
cocordinate sequential or simultaneous actions, throughout the depth of a
gecgraphic area. Coordination MAY, but not necessarily will, recult n

s, nchronized actions/effects and/or synergistic effects.

The defimition of suichromization has two components. It is the act or
process of arranging, representing, or causing ACTIONS and/or EFFECTS to cccur
at the appropriate time. This connotates a high degree of coordination. 1t aleso
alludes to a high degree of harmonizing or blending of effects. Both actions and
their resultant effects MAY take place concurrently, but this is not necessary
(Webster, 1974, 693-4,1581. Once again, individual effects may lose their
rdependent nature but the resultant effect will not be greater than the sum of the
effects actiry independently. It is time, but not space dependent. The current
FM {00-% defimtion of synchronization advises commanders to produce
synchromzed actions that cause synchronized effects at decisive places and times,

1n accordance with a stated purpose.

Synergism is defined as the joint EFFECT or result of discrete acts that are
greater than the sum of 1individual parts acting independently

(Webster, 1974, 694]. In essence, effects reinfcrce and complement each other to




produce effects that are greater than the simple sum of the individual effects
acting independently. This resultant effect 15 time dependent, but not space
dependent. Synergistic effects are the most desirable effects thit a commander
tries to generate. The operational artist seeKs to coordinate with forces to

produce synchronized actions that produce synergistic effects.,

Given these ground rules, one can develop four hypotheses regarding
synchronization. The operational artist synchronizes: (1) actions; (2) effects: (3)
actions and effects; (4) neither actions nor effects. Hypothesis (4) needs no
further consideration if one believes the above assumptions to be valid. Next, it
is safe to say that 1t is easier to synchronize actions than effects. The
operational artist can probably control actions more effectively tham he can
effects. Therefore, hypothesis (i) would appear to be the conservative route tc
take in the synchronization issue. The concept of synchronization in the current
FM 100-5, at first glance, appears to go this route. But the heart of the 1sczue 1s
not the action performed, but the effect produced. However, if one only focuses on
synchronizing etfects, one ignores the actions which produce the effects.
Therefore hypothesis (2) vyields only a partial soclution also. That leaves
hvpothesis (3), that one synchronizes actions and effects. In actualhity, the
hypothesis shauld read that ane coardinates and synchronizes actions that produce

synchromzed, hopefully synergistic effects.

The aperational artist’s organization produces these synergistic effects
througn the command and control of ecomomic, political, social, geographic,
informational, and military elements of power. The operational artist’s
organization is a "system of systems”. In the holistic sense, the system creates
effects at times and 1n locations of the operational artist’s chaosing. Subordinate
units are interdependent parts of the overall system. These units are "nested"
systems, that is, systems within systems [ACAM, 1938, 3-2]. Air, land, sea, and
special operations forces, and civilian agencies, should be organized into nested,
cohesive systems within the operational artist’s joint and combined military

crganization.

The operation:] artist uses resources at his disposal to solve Johnston's
basic problem of war, " ..to abtain: unity in the application of (elements of] power
through the control of movement of secure mass to obtain an objective
CJohnston, 1934, 118)." The operational artist seeks to impose his will on the

opposing force at the minimuem ethical, economic, and military costs
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[Fuller, 1925, 1543, He receives his strategic guidance, thern derives an
operational end state and a vision for the overall accomplishment of the campaign

aboectives.

To do this, Clausewitz arques that the operational artist should focus all
his efforts at szeking out and destroving the opponent’s "center of gravity," the
"hub of all power and movement, upon which everything depends [1974, 595-41."
Clausewitz advises the operational artist to continucusly analyze the dominant
characteristics of the opposing forces 1to ascertain this center of power
1974, 485, 599-61. The author believes this center of gravity may be a physical

force such as a large troop concentration or a moral factor such as legitimacy.

J.F.C. Fuller, in his 1925 book entitled The Foundations of the Science of

War, offers a similar view. Fuller advises the operational artist to focus on

destruction of the oppaosing force’s plan [1573]. Fuller’s recommends aiming at a
vital component, similar to Clausewitz’s center of gravity. Loss of thece vital
components unhinges the enemy and cause irrevocable deteriaration 10 cohesian and
effectiveness, invariably leaving the ememy highly vulnmerable., As FM {00-5
suggests, a single vital component may be the ememy force itself Ci19:36, 1791,

additionally, there may be more thamn one vital component.

Some actions/effects bring about necessary and favorable conditions for the
execution of subsequent operations. For example, the enemy will generally protect
his vital components. This will cause the operational artist to first uncover the
vital components, then attack them directly. If this is the case, the best way to
attack may be in an indirect fashion, by locating vulnerabilities and exploiting
them. In this sequenced attack, the commander will cause his forces to act such
that their synergistic effects will locate and exploit a Key vulnerability and, in
turn, thereby expose a vital component to attack. Fuller recommends this indirect
approach, with the initial facus on lines of operation that aim the main effort at an
assailable component, a decisive point, a Key vulnerability through which the vital

component can be affected (158, 2771.

Often, the operational artist may not be able to arrive at the military end
state in a single operation due to the high cost in resources [SAMS,3]1. Therefore,
the other key element in sequencing operations arises from the concept of
culmination, evidenced in culminating points, transitions, and operational pauses.

These concepts provide good examples of the effects of operational synergism.
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Mutual effects of the interaction of forces cause a change in the combat
power each can wield. At some point the ratio of combat power can change
radically in favor of one combatant or the other. Clausewitz describes the
culminating point for the defender as the point at which the defender must make up
his mind to act before the effects of losses preclude him from doing so
1975, 3331, He defines the attacker’s culminating point as that point where the
attacker has jst enough strength remaining to maintain a defense and wait for

peace [1976,5271.

Attrition of combat power and extension of lines of communication may
dictate an operational pause for reorganization in order to maintain operaticnal
momentum [(SAMS, 3], The operational pause is defined by Clausewitz as a period
of waiting for a better moment, cbservation, or rest and resupply {1976, 219, 5241.
Clausewitz implies that operational offenses cannot be completed in one movement,
therefore rest periods are needed in which effects from utilization of logistics
assets can be overcome in order to continue actions. Also, the defender may not be
able to attack until he builds sufficient combat power and/or causes a decrease 1n

the opponent’s combat power.

The operational artist must simultaneously attack his opponent’s center of
gravity while protecting his own {SAMS, 31. Proper recognition of this drives
sustainment and operatioral considerations in the application of synchronized
effects. Sustainment affects operational synchronization by governing what can
and cannot be accomplished. Bolt and Jablonsky point out in a recent Military
Review article that operational synchronization is infinitely more complex
particularly due to increased sustainment considerations including an expanded
area of support (ratic of supported to supporting increases, resupply times
increase); high consumption rates; and extended lines of support (which creates a
vulnerability) £1937, 101,

Sustainment considerations also affect the manner in which forces can
deliver effects. Sustainment synchronization may entail building potential combat
power through establishment of a forward base of support that 1s connected to the
national resourcing base. As operations extend into time and space, additional
forward bases may be required to give forces the ability to project their combat
power and effects. This consideration may drive the operational artist to dictate
securing intermediate objectives in order to provide these intermediate operating
bases [SAMS, 10-111,




The operational artist should also use simultaneous actions to gain possible
synergistic effects. Clausewitz illustrates the concepts of simultaneous ang

sequential or successive actions as he says

w.all forces intended and available for a strategic purpose should te applied
simultaneously...concentrated in a single action at a single moment. That
does not mean that successive efforts and sustained effects have no place in
strategy. They cannot be ignored, the less so since they form one of the
principle means toward a final success: the continuous deployment of rew
forces. [1976, 2091
Other theorists share a mutual understanding of the concepts of
simultaneous and sequential operations. The Russian military thinker
Tukhachevsky shared this understanding as he said, "...form and deploy...so that by
a combination of united and special [simultaneousl efforts [onel can inmtially
destroy these elements of the defense and subsequently proceed with the overall
destruction of the defense (1931, 231." Furthermore, actions can be sequenced
such that movements place forces in an area that may influence the enemy’s defeat

{Tukhachevsky, 1931, 241.

The operational artist seeks a properly blended combination of sequertial
and simultaneous actions that produce synchronized, synergistic effects. The
overall sequence of operations in the campaign may be deployment, build up of a
base of operations, offensive, exploitation, consolidation, and finally internal
development and support. Within this overall sequence each designated force
sequences its own activities to achieve effects on objectives. Actions of all
forces may take place simultaneously. For example, air forces may be involved in
gaining air superiority. At the same time air and sea forces may be deployving land
and special forces to the AQ. Civilian agencies could also be coordinating internal
political and economic support and providing, along with special operations forces,

intelligence to the operational artist.

Clausewitz said, "The best strateqy is to always be very strong; first in
general, and then at the decisive point [1976 204]. By strength Clausewitz
referred to concentration of forces. But in his day the effects generated by ground
forces were felt 1n the immediate vicinity of the enemy. Therefore the forces and
effects were in the same general locality. The operational artist’s forces are
widely dispersed on today’s battlefield. Therefore the current concept of
operational synchronization should include a more widely dispersed perspective of

effects,




JFC Fuller addressed simultaneous and sequentral actions, and economy of

force, when he said

A plan of a campaign demands a definite object...and this obyect, in 1ts
turn, demands a series of moves each demanding an objective of its own....

To attain both primary and secondary ubjectives, a series of subsidiary
objectives may have to be gained, and possibly also in order to weaken the
enemy at the point of attack, it may be necessary to institute certain tactical
operations, which can anly be considered of value if they reduce the enemy’s
fighting power at the decisive point of attack to a greate=r extent than our
own. (1925, 1546-71

This idea impacts on concepts regarding the distribution of forces. These
concepts include concentration and economy af farce. Forces must be applied such
that the effects from their actions should be felt in some concentrated fashion at
the time and place of the operational artist’'s choosing. Note that it is not
recessary that the forces themselves be concentrated, only their effects., E4fects
should be distributed over time and space such that no effect is wasted.
Therefore, minimum amounts of effects are applied in areas other than the main
effort. Also, since there are never an infinite amount of resources, the cammander
must economize, achieving minimum necessary effects in most areas while massing
the bulK of his force’s concentrated effects at a particular point., Consequently,
the greatest holistic effect is generated by concentration of the majority of
effects cver time i1n the main effort, integrated with minimum necessary effects

directed at all enemy forces and points in space other than the main effort.

The essence of the idea of operational synchronization is to apply forces in
actions such that their concentrated, synergistic effects are felt at the right time
and place. But the operational commander cannot guarantee this precision at his

level.

Effects Window AN
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~

Figure 3. Effects Window over Time
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Hugh Hoffman, a current SAMS student, proposes that most likely the actions of a
particular force will create a "window of effects" that will vary in “"shape" due to
many factors [SAMS-S3, 1990]). This happens for two main reasons. First, the
effects themselves last mare than just an instant. They change aver time, creating
windows of effects. Second, it is difficult to predict the exact internsity of thece

windows of effects in time and space.

Synchronization would be easier to accomplish if the ememy did not act
independently. But the enemy has a mind of his own. Although the enemy may be
affected by friendly effects, there is no guarantee that he will act as the friendly
commander wishes him to. Therefore all actions and effects must be considered
relative to the power the enemy can bring to bear, his vital components, and the

nature of the mediums in the operational artist’s designated geographic area.

Additionally, the presence of friction drives the need for flexibility in
developing synergistic effects. Tukhachevsky warns that one must be prepared to
"...overcome a mass of all kinds of unforeseen complications and frictions...and
should be prepared for drastic changes in a situation and occasionally radical
reorganizaticon of a permanently drawn plan [1931, 24, 241]." Fuller describes this
flexibility as "elasticity.” He states, "...the framework of every plan must be
extremely elastic, since conditions are always changing, and our Knowledge of them
is so limited that a large margin must be left over for the
unexpected...[1925, 2611."

This leads to the concept of branches and sequels. The operational artist
balances short and long term operational requirements by considering the campaign
both in 1ts entirety, and by phases. The commander anticipates changes in
conditions and develops branches to plans that counter pos<ible enemy reactions.
Sequels address missions based on outcomes of friendly actions. Preparation for
possible sequels often has a major impact on the overall plan. For example, an
option that maximizes effects for deployment may be rejected due to possible
sequels that could occur in the follow-on phase [SAMS, 4]1. Planning for branches
and sequels also contributes to the agility of the force by reducing reaction time

to changing conditions.

Based on a review of theoretical concepts, five criteria emerge that focus on
the essence of operatiaonal synchronization. First, the concept should include the
notion of "time-medium-force windows of effects," generated in ome or more

mediums, with their resultant effects being felt in one or more mediums. Second,
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the operational synchronization concept should address operational objectives.
Third, the concept should address sequential amd simultaneous actions and/or
effects. Fourth, the synchronization concept should address concentration of
effects through the use of the principle of economy of force. Fifth, operational

synchronization must deal with uncertainty.

Historical Development of Synchronization as a Doctrinal Concept

...[DJoctrine must tell the soldiers of taday how to fight tomorrow with

weapons designed yesterday, against enemies we must presume under

conditions which are difficult to imagine to achieve purposes of a shifting

national strategy in an environment of rapid technical change, scant

resources, and other murky variables.

[Wass de Czega, 17&4, 1051

Huba Wass de Czega, an influential FM 100-5 doctrine writer, also focused

on several specific areas of doctrine that are germane to the issue of operational
synchronization. U.S, doctrine should emphasize thorough integration of all the
tools of battle and it should recognize the constraints that logistics places on
operations. He also pointed out that doctrine must be adaptable to operations
anywhere in the world. Finally, doctrine should provide a direction for change.

keeping pace and ideally anticipating changes [(Wass de Czeqa,19%24,105,107-21.

Other doctrinal missions relate te the concept of synchronization. Dactrine
should be authoritative, not descriptive. It should be a quide for action, requiring
judgment in execution; and 1t should be flexible, adaptive to nmew realities, and
forward-looking. It should also cover all possible uses of military power and
provide a conceptual framework for how the Army handles cperations in all the
general states of the operational continuum. U.S. Army doctrine should also
provide some ilinkage to the JCS5, the NCA, and the political decision making

process, [Twomey, 19&91.

TRADOC has several standards for doctrine development. Doctrinal
products must be: consistent with FM 100-5, FM 100-1 The Army, and FM 101{-5-1
Operational Terms and Graphics; written in concise, understandable terms; written
to encourage initiative on the part of leaders and subordinates; integrated
vertically two echelons above and two echelons below the target echelon;
integrated horizontally across mission areas and branches; and be consistent with
applicable interservice and international agreements and publications
{TRADOC, 1987, 13. Using these guidelines, the author searched JCS and Army




doctrine to find evidence of the historical development cf operational

synchronization,

Research into three JCS manuals reveals little or no evidence of the concept
of operational synchronization. The author first lnoked in versions of JCS Pub. 1,

Dictionary of United States Military Terms for Joint Usaqe trom 1959 through the

current {987 edition (with change i, dtd 1988). Research indicates there was no
serious consideration of operational synchronization until 192%, Previous editions
(1959, 1972, 1974, 1984, 1986, and the original 19&7 edition) do addresz strategy,
tactics, and operations (as military actions not connected to levels of war), There
15 alsp some evidence of development of the elements of operational design and
the process of campaign planning. But a sound definition of the operational level
of war does not appear until the 1988 change to the 1987 edition (21, Futhermore,

one can not find a definition of "synchronization” in any edition.

The definitions of campaign and campaign plan in JCS Pub. ! (1959 suggest
1deas that are connected to the concept of synchronization, For example, The 1959 .
edition defines a campaign as "...a SERIES of related military operations aimed to
accomplish a COMMON OBJECTIVE, normally within a givern TIME AND SPACE
{24,author emphasis addedl." A campaign plan is defired as "...a BROAD PLAN to
accomplish a long range major STRATEGIC OBJECTIVE, usually divided intc a
SERIES OF RELATED MILITARY OPERATIONS £24, author emphasis addedl.” Both
definitions suggest operational objectives; phasing; simultaneous and sequential

actions; and linkages to time, space and forces.

The term "phase" 15 also defined in previous editions. The {959 edition of
JCS Pub. { defines a phase as, "...a step in the cperation at the end of which a
reorganization of forces may be required and another action initiated....[Clertain
phases may overlap in a point in time,..[but they usually occur in order...[1021."
This early concept of phasing is never linked with effects generation or
time-mediums-forces cansiderations. Furthermore, phasing disappears as a

definition from the 19387-8 manual.

The most recent JCS Pub. | (change i, dated 192%) defines the operational

level of war as

The level of war at which campaigns and major operations are planned,
conducted, and sustained to accomplish strategic objectives within theaters
or areas of operations. ACTIVITIES at this level LINK TACTICS and
STRATEGY by ESTABLISHING OPERATIONAL OBJECTIVES needed to
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accomplish the STRATEGIC OBJECTIVES, SEQUENCING EVENTS to achieve
the operational objectives, initiating actions and APPLYING RESOURCES to
bring about and SUSTAIN these events. These activities imply a BROADER
DIMENSION OF TIME OR SPACE than do tactics; they ensure the logistic and
administrative support of tactical forces, and provide the means by which
tactical successes are exploited to achieve strategic objectives [2, author
emphasis added].

One can readily see the operational elements of design in this definition. But

there is no solid link of actions and effects. Finally, no versions of JCS Pub. !

define anything closely related to synchronization in any editions, including the

most current JCS Pub. {.

Editions of JCS Pub. 2, UNAAF, and JCS Pub. 3-0 contain little or no mention
of operational corcepts and no mention of operational synchronization. Even the
campaign plan, the document now recognized by JCS Pub. 3-0 as the operational
artist’s synchronization tool, was deleted from the most recent 1936 edition of the

UNAAF.

The short discussion on synchronization in JCS Pub, 3-0 ({19%&) addresses
some of the elements of operational design, but never discusses the concept of
synchronization in depth [111-4-é61. The manual states that the campaign plan
synchronizes actions of the land, sea, air, and special operations forces in land,
sea, air, and space efforts C(III-41. Sustainment consider:tions are also
mentioned, including establishment of a national sustaining base, forward
sustaiming bases, and intermediate bases of operations to support phasing:

opening and maintaining LOCs; and establishment of priorities.

JCS Pub. 3-0 also contains a campaign plan format similar to the one formerly
printed 1n the UNAAF. This format lists time, and phasing as considerations for
the operational artist. But the manual never discusses synchronization in depth.
Therefore, a review of past and present versions of the three most important JCS
manuals does not provide any concrete guidance for the development of a JCS or an

Army version of the concept of operational synchronization.

Examinatior nf editions of Army Field Service Regulations (FSRs), versions
of FM 100-5, and FM 100-15, Larger Units, provides some insight into the
historical development of operational synchronization. The author traced the
development of the synchronization concept in U.S. Army doctrine from 1939 to the
present. He bcgan with Tentative FSR, Operations: kM 100-5, dated 1939, This is
the earliest modern equivalent of the current FM {00-5. It serves as a starting

point for the umbrella concept of Army doctrine.
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The seeds of the elements of operational design and the concept of
synchronization are fourd in several places in this early FM 100-5. First, the
manual suggests the concept of synchronization as the manual states,
“"CONCENTRATION of superior forces both on the ground and in the air, AT THE
DECISIVE POINT AND TIME, creates the CONDITION most essential to decisive
victory and constitutes the best evidence of superior leadership [27,author
emphasis addedl.* FM 100-5 talks about sequencing as it states, "...every...battle
involves certain PHASES, which follow in a natural SEQUENCE ([136, author
emphasis addedl." Several other related concepts to synchronization are
mentioned such as maintenance of economy of force in one area in order to
concentrate in another decisive location, the influence of fog and friction, amalysis
of opposing lines of action, maintenance of freedom of action, the effect of the
human element in battle, and the necessity for proper timing in the use of
reserves and fires [27-8,133-7]. But there is no specific mention of operational

art or synchronization.

Editions of FSR: FM 100-5, dated {944, 1944, and 1954 showed no substantial
changes from the 1939 editicn. The 1941 edition himted at synchronization,
advising that, “...integration of an attack into a unified whole requires COMPLETE
COQPERATION AND CQORDINATION prior and during operations...C1111", The
1944 edition suggested sequenced operations when it stated that air superiority
was necessary prior to launching ground operations (231. The
FSR: FM 100-5 (1954) recommended the efforts of all components be directed
toward the same general objective under one commander. It also advised that ore
major Key to success was the concentration of superior combat power in the form of
firepower and maneuver at the decisive place and time, similar to the current
concept [4,751.

FM 100-5's 1962 and 1976 versions were landmark editions. The 1962 manual
revealed several new concepts including ideas about linkage of national policies to
military action; definitions of the spectrum of conflict and military power;
discussions of combat power, interdiction, vulnerab-lities and risKs; and a
discussion of the operational environment (defined in geographic, national
objective and security considerations, characteristics of the indigenous population,
and missions and resources of the armed forces of the opposing sides)
C3-4, 15, 48-501. These concepts later contributed to the development of
operational art and operational synchronization. The {976 edition likewise

introduced major changes to Army tactical doctrine. But one of its authors,
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General William Depuy, admitted to Paul Herbert that the 1974 version did not

address operational level considerations (1988, 971,

Several concepts were introduced in the {932 edition of FM 100-S5, including
the three levels of war, AirLand Battle, and the definition of the operatioral level
of war. Synchronization actually first appears as a concept in the 1982 version of
FM 100-5 [2-3]). The actual term "synchronization" is also used for the first time.

This edition defined the term, saying

..synchronization means more than coordinated action. It results from an
all-pervading unity of effort throughout the force. There can be no waste.
Every action flows from the higher commander’s concept. Synchromzed,
violent execution is the essence of decisive combat. SYNCHRONIZED
OPERATIONS COMPLEMENT AND REINFORCE EACH OTHER, GREATLY
MAGNIFYING THEIR INDIVIDUAL EFFECTS {2-3, author emphasis added].
Former TRADOC commander General Don Starry’s 1982 central battie concept
influenced 1932 operaticnal thinking and operational synchromzation. The manual
began to discuss things like seeing and operating deep; 1ntegrated interdiction that
could SET THE TERMS OF THE BATTLE, "windows o+ action;” and shaping the

central pattle 1n terms of time, space., and desired enemy force corfigurations

{Rompue; 1984, 23, 26-7, 32-3 1.

John Romaie feels FM 100-5 (19%2) made synchronmization indispensable, the
essence of decisive cambat. He feeils 1t grew to become more than a cliche about
coordinated action. It implied a constant grasp of the situation and the higher
rommander’'s plan. It meant the fullest use of combined arms to achieve
complementary and reinforcing effects (Romge, 1924, 68). Success and failure at
the tactical level, when viewed as a whole by the operational commander, became
the basis for a wider scheme of maneuver., The operational level commander’s
mission evolved to gaining pos.tioral advantage over the enemy and indirect
leverage by exploiting effects of tactical actions wedded to a sound operational
campaign plan. Synchronization then came to imply management aof the effects of

multiple tactical actions [(Rompe, 1984, {10-121.

The concept of synchranization was further refined 1n an an Army magazine
article written by William Depuy [Romjue, 1934, $7). DePuy described the Army as
a grocup of paraliel, multi-echeiocned, vertically and horizontally integrated,

functional nested systems, that act to produce effects (1924, 20-1]. DePuv stated
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it 15 the horizontal synchromzation of these actions, which concentratecs
combat power in controlled burst of intensity, that wins battles to which each
of these elements have been conveved by maneuver. Synchronization is the
responsibility of the maneuver commander [i984, 211,

DePuy also discussed some other items that impact on synchronmization. He
suggested the intensity of synchronization was based on time available prior to
action, the commander’‘s decision on how much was needed, required precision, and
the amount of effort and resources needed to gain synchranized action
(1984, 21-53. He alsc suggested that high precision synchronization was desired,
characteristic of lower echelons, and was both vital and achievable at squad

through battalien level {1924, 24-51.

Depuy also asserted that although perfect synchronization was the design
goal, the abihity to achieve perfect synchromzation decreased as the scope of
operatiors expanded [DePuv, 1924, 24]. As one went higher into echelons both the
ability to achieve precise, synchromzed effects, ard the recessity to gaim tre
gxact, right effects at a certain time and place were reduced. Therefore, DeFu-
suggested that precise synchronization was both desirable and achievable at lower
+actical levels, and less achievable but not required i1n such a precise fashic™ as

~re moved toward operational level formations (1994, 2(-5 1,

Fimally, Depuy’s 1934 article introduced the concept of “dynamic
s nchronization.” He felt svynchromization was & concept that ass:sted 1in
ma-1mizing relative advantage over the enemy [211. The commander contirucucly
searched for relative advantage, and considered how to synchronize effects of um*
actions as he developed his concept of operation and scheme of mareuver 1M a
gynamic environment [(21]. The staff further elaborated and scheduled actions 1n
t1me and space {231. This all led to the notion of continuous, 1ntelligent, adaptive
synchromzation which enabled the commander to act within the context cof a
flexible operatioral concept despite errors, surprise, and misfortunes (23], This
article made a sigrmificant contribution to the concept of operational

synchronization.

Synchronization was refined to 1ts current form 1n the 1946 edition of
FM 100-5. The 1986 edition of FM 100-5 now emphasizes mastery of time-space
relationships; the interaction of opposing forces 1n ground, air, and sea maneuver,
rapid, successive concentrations; phasing; setting the terms o¢ battle; and
unambiguous umty of purpose throughout the force [17, 13, 28-30). This current

concept will be reviewed 1n detail later in the discussion.




The author also reviewed FM 100-15, Large Unit Operatigns, including the
editions of 1942, 1950, 1963, 198&, 1927 (FM 100-6, Coordinating Draft), ard the

1939 version ot FM 100-15, (now entitled Corps Operations). Early versions

contaired some Key elements related to operational synchronization. But these
concepts also faded away as FM 100-15 evolved to 1ts current tactically-o~.ented

form.

FM 100-15 (dated 1942) contaired several key elements of operational
design which are repeated in editions through the late ‘60s. It emphasized rapid
concentration of forces (not effects) in a decisive direction [101] and contemplation
of probable successive operations to exploit initial success, as well as for actions
to be taken 1n case results are other than those hoped for [10]. It advised army
commanders to project themselves days and weeks into the future as they visualize
the campaign as a whole [10])., The 1942 edition also advised the commander to link
pclitical and military objectives [421; and use terrain, surprise, and concentration
c+ +orces at decisive points to secure and retain the initiative [11]. FM {00-15
idated 1942} also discussed phasing, advising that attainment of an objective mavy
regquire a selection of a series of objectives that are seized in sequence (121, 11
onuunction with the achievement of air superiority, deception and force protectron
operations [17-133., Attainment o4 these objectives could be gained through direc?
and/or 1ndirect ways (131, The 1943 edition defined a phase as a distinct period
of activity at the end of which (1) reorganization or regrouping 1s needed; (2) a
ma,or adjustment in logistical support 1s required, or {3) there 15 a change in the
rature of the operation (241, FM 100-15 (dated 1942) also emphasized time and
space considerations. Planners were advised to consider time and space factors
linked to all actions of friendly and enemy forces, use of reserves, logistical
considerations, effects of aviation and artillery support, and many other
censiderations [19-25, 33, 531-561.

In the early 1930s, FM 100-15 took on a tactical flavor. Time and space
considerations were addressed (4-4,23, but no definition or discussion of
synchronization was proffered and corps operations were discussed using tactical
battlefield operating systems (BOS), FM 100-é6 (Coordinating Draft) picked up
FM 100-15's operational flavor. But FM {00-6 was never approved and published

as official doctrine, despite 1ts wealth of information on operational issues.

Although not official Army doctrine, the 1969 TRADOQC Pamphlet 1i-9,

Blueprint of the Battlefield (Draft), contains same interesting insights on
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synchromzation. Synchraonization is developed first as an umbrella concept, then

an operational concept.

First, as stated in TRADOC Pam 11-9, synchronization is found within the
command and control “system of systems" as evidenced by its inclusion as a
subtask of operational command and control [5-19, C-1%3., Each command and
control system is horizontally linked within its own level and vertically linked to
higher and lower levels, causing a "system of systems" or nested cystems
architecture [2-7,8]. Within this nested systems concept, parts of the overall
concept of synchronization surface at each level of war. For example, at the
strategic level initiatives are sequenced to provide adequate means to the
operational commander in order to accomplish operational ends. Operational
commanders integrate air, land, sea, and space forces into campaign and magor
operations plans, thereby providing guidance for tactical commanders. T-ctical

commanders synchronize tactical formations in battles and emgagements {2-%1.

Synchronization is specifically found in the "Direct and Lead Subordinates"
subtask of the operational operating system (QQOS) entitled "Command and Control”

[C-171. Within that subtask, synchronization is sperifically defined as

(the arrangementl of land, air, and sea operational forces in time and space
and purpose to produce maximum relative combat power at the decisive point.
It includes the vertical integration of functions within each operating system
and the horizontal integration of the function across cperating svystems in
time and space to maximize combat output. Synchronization is the function
that ensures that all elements of the operational forces are efficiently
employed to maximize the sum o+f their effects bevond the sum of their
individual capabilities {C-1813.

Although TRADOC Pam {1-9's purpose is only to provide a framework for
combat developments analysis, it is beginning to gain credibility as a doctrinal
manual. Even so, it still fails to deal adequately with the concept of operational
synchraonization. The author’s impression is that TRADOC Pam {{-9’s operational
synchronization concept is simply tactical synchronization on a larger scale. The
cancept defined in this manner disregards the size of the operational commander’s
designated geographic area and the ability of effects to be felt in widely different
times, geographic areas, and mediums. But TRADQC Pam {1-9 has taken a step 1in
the right direction, toward the evolutiona-y development of the Army’s concept of

operational synchronization.

An additional word concerning the future environment is needed. General

Vuono suggests fewer U.S. forces will be forward-deployed and Army forces will
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have to be able to respond to any giobal contingencies £1990,13]. The Army Times
provides a compass direction for future doctrine In a recent article. It
demonstrates the push of doctrire in a joint direction through the publication of

two new field manuals. First, Doctrine for Unified and Joint Operations will

outline the role of a major commander in peacetime and in war. Next, Doctrine for

Joint Operations in Low Intensity Conflict will describe the relationship between

the head of « U.S. command and other federal agencies, primarily the State
Department, in small wars. These manuals reaffirm the dominance of the U.S.
embassy and advise the commander that he must be aware of political and economic
forces (1990, 27-31.

Even the recent FM 100-20/AFP 3-20, Military Operations in Low Intensity
Conflict (Approved Final Draft) dated 1939 states that the operational commander
"...must synchronize the use of the military instrument with other agencies
employing other instruments of national power in order to design programs which
empioy a unity of effort [1-131." This new manual shows the need for application
of the operational art in areas where military forces will have to work closely with
civilian agencies. This also suggests that the concept of synchronization may
involve shaping the effects of naot only military elements of power, but also civil

and governmental agencies.

Three major observations emerge from the author’s research into the
doctrinal development of operational synchronization. First, the emergence of the
caoncept of opuerational synchromzation is tied directly to the emergence of¢
operational art in U.S. Army doctrine. Furthermore, clarification of the concept of
operational synchrcnization in JCS doctrine falls an intellectual step behind the
development of operational art in Army doctrine. Second, doctrinal writers tend to
define operational synchronization by expanding tactical concepts. The author’s
experience is that this mindset gets in the way of understanding the true nature of

operational synchronization.

Third, JCS manuals, FM 100-5, FM 100-45, and FM 100-20 appear to be taking
divergent paths. JCS manuals appear to provide an umbrella concept at the DoD
level. FM 100-15 turns toward tactical issues. FM 100-6 was never published,
leaving a gap in doctrinal guidance at the operational level. FM 100-20, by 1its
woint affiliation with the Air Force and the comprehensive problem it treats,
touches on the strategic, operational, and tactical levels. FM 100-S5 is at the

crossroads. Which path will it take as a result of its revision?
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The task here is to analyze the Army‘s current concept and, if any shortfalls
exist, revise them in the next version of FM 100-5. This historical review
suggests many criteria similar to that developed from theoretical research. But
one additional criterion for evaluation of the current doctrinal concept of
operational synchronization surfaces from a review of doctrine. The doctrinal
concept must have a future orientation. This means it should be adapted to apply
in whatever environment and type of operation the Army finds itself. The
synchronization concept should apply across all general states of of the
operational spectrum, and even include the conduct of the operational art in
environments where two or more general states of the continuum exist
simultaneously. The operational synchronization concept should also reflect a
more comprehensive, integrated view that includes consideration of the effects

that result from all types of military forces and civilian agencies,
Evaluation Criteria

Based on a review of theoretical concepts and historical doctrine, six

criteria emerge that focus on the essence of operational synchronization.

Firet, the operational synchromzation concept should include the notion of
"time-mediums~force windows of effects." Time includes that measurable period

in which actions and effects take place. Time starts for the

operational artist when he is given the TIME
NIotime ~------- >/
misstion to conduct operations, and N\ AN /
N SN s
continues until the strategic goals NO/TIMEN
are accomplished. Figure 4a. Time Block,
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The operational artist has air, land, [ ————— IF

7/ Land V]

sea, special operations forces, and N\ / Sea IR
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civilian agencies FORCESN / Civil {E
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available to him. Figure 4c. FORCES Block, TMFAE Paradigm

Effects can accrue in any combination of the moral, physical, and/or mental,
domains. Also, effects can occur in multiple mediums and extend over time into
several mediums. A particular action creates one or more three dimensional
windows of effects. The window begins to form at the point of application of the

action, and continues to exist until effects totally dissipate.
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Figure 4d. Multipie Effects Windows, TMFAE Paradigm

The window extends in changing intensity over time and in one or more
mediums. One or more windows (a)by~->n) may appear at several different
locations within one or more mediums. These windows of effects of a particular
action charge over time. Additionally, the windows of effects cross over into
different mediums over time. A group of actions are synchronized if their 3-D
windows overlap in concert with the commander’s guidance. A group of actions
produce synergistic effects if their 3-D windows grow as they averlap to form one
or more new, larger, windows in time and space. Appendix A contains a complete
TMFAE Paradigm.




The next criteria requires the synchronization concept to include operational
obeectives. The operational artist’s plan should be focused on achieving a defined

military end state. It shouid also focus on centers of gravity or vital components.

Next, a concept of operational synchronization should also include the
concepts of sequential and simultaneous actions and effects. Sequential actions
maintain currently existing synchronized effects and/or produce new windows of
effects that appear in the operational artist’s AQ. Simultaneous actions produce
effects that act independently or combine in a synergistic manner. These windows
interact with those already present to produce new combinations of synchronized,

synergistic effects.

The fourth criteria, economy of force, requires that operational
synchronization inculcate the ideas of concentration, mass, and economy of force.
Actions should be coordinated and synchronized such that their effects are
concentrated 1n accordance with the commander’s desires. Neuxt, etfects should be
concentrated to produce an overall synergistic effect within an appropriate time
pericd, in a designated area. Finally, no force shaould be left unused. Actions of
forces should be allocated in a manner that effects are produced in, at & minimum,
an effective and efficient manner in accordance with the operational artist’s

desires.

This last statement could lead the reader to believe that there is a maximum
level of effects that can be gained from a single action or combination of actions.
On the contrary, while there 1s a maximum limit to the simple sum of effects
{(synchronized effects), there 1s thearetically no limit to the intensity or duration
of synergistic effects [Greer, SAMS-S3, 1990]. Therefare the operational artist
attempts to achieve, at a minimum, a resultant effect equal to the sum of the
individual effects (synchronized effects). But the operational artist’s goal i1s a
resultant combined effect, which he can predict with some degree of certainty, that
exceeds the sum of the individual effects. This resultant synergistic effect has no

limit.

The fact that the operational artist cannot measure this synergistic effect
limit suggests the next criteria. The operational artist will never be entirely
certain of the effects of his actions. He faces an independent enemy, capable of a
variety of known and unknown actions. Additionally, chance events degrade actions
and their resultant effects. In the author’s view, friction is first dealt with by

approaching synchronization of effects as a continuous process, labeled by DePuy
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as “"dynamic synergism." The operational artist also deals with uncertainty and

chance through flexibility provided by planning for branches and sequels.

Finally, the doctrinal concept must be future-oriented. It should be
applicable in any environment and type of operation. The synchronization concept
should apply across all general states of the operational spectrum. [t should
include the conduct of operational art in environments where two or more general
states of conflict exist simultaneously. Furthermore, the operational
synchronization concept should reflect a joint and combined perspective that
includes consideration of the effects that result from all types of air, land, sea,

special operations forces, and civilian agencies.

Analvsis of the Current Concept

The evaluation criteria are listed in the matrix below.

?Meets Criteria®?

CRITERIA I YES 1 NO

__________________ | [V
Time-Medium-Force Effects Windows!
Operational Objyectives }
Sequencing of Actions, Effects |
Economy o+ Force [
Flexibility !
Future-Ortented |

Shortfalis

!
| |
| !
! |
| |
! !
{ ]
| |

Figure 5. Evaluation Criteria Checklist

This matrix will be used 1n conpunction with the TMFAE Paradigm to analv:oe

the current version of synchromzation found in FM 100-5.

The concept of synchronization should be an integral part of operational art.
It is considered by some to be the "heart of the matter." Synchronization is given
two major treatments in FM 100-5. First, the general concept of synchronization
1s addressed as one of the AirLand Battle tenets in Chapter 2, Fundamentals of
AirLand Battle Doctrine. Second, synchronization is addressed in its operational

context in the beginning of Thapter 3, Operational and Tactical Planning and
Execution. Throughout the remainder of this section the author will quote

liberally from these sections.

First, review the basic definition.




Synchronization is the arrangement of battlefield activities in time, space,
and purpose to produce maximum relative combat power at the decisive point.
[It) is both a process and a result. Commanders synchronize activities; they
thereby produce synchronized operations [171.

The first criteria requires that the concept of operational synchronization
address actions which create time-medium-force windows of effects. FM 100-5's
concept addresses effects, measuring them as combat power (“...the ability to
fight...[,1...the effect created by combining maneuver, firepower, protection, and
leadership in tombat actions against the eremy in war") [11]. But while this
passage mentions effects, it concentrates on actions. This is interesting, because

while it is important to synchronize

actions, the heart of the SYNCHRONIZATION

concept is the synchronization

of effects. Note alsc that %ﬂ
AR \

this concept focuses on

arranging the effects o¢
friendly actions to be

concentrated at a single point.

This 1dea is also reflected on

ASSEMAELY
AREA

the illustration on page 18,

shown here at right. This

passage also does not address

the difficulty of producing

synchromzed effects at a

single point.
Figure 4. FM 100-5 1llustration
of Synchronization

The previous definition of synchronization and the above diagram seem to be
at odds with the next section in FM 100~5. The manual goes on to discuss the

effects of actions that are separated in space and time,

Synchronization includes but is not limited to the actual concentration of
forces and fires at the point of decision. Some of the activities which must
be synchronized in an operation...must occur before the decisive moment, and
may take place at locations far distant from each other. While themselves
separated in time and space, however, these activities are synchronized if
their combined CONSEQUENCES are felt at the decisive time and place
CFM 100-5, 17, author emphasis added.
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Thus, in an attack, supporting fires are synchronized with maneuver...to
suppress...enemy indirect fire systems. ©Or on a larger scale, main and
supporting attacks are synchronized if the latter takes place at precisely the
right time and place to divert forces and fires from the main effort as 1t
strikes the enemy. At the operational level, two operations are synchronized
1§ the first, by attracting the bulk of the enemy forces, uncovers a Key
objective for decisive attack by the other (FM 100-5, 17, author emphasis
added).

This important passage contributes to understanding the synchronization
concept by addressing the linkage between widely dispersed actions and their
accompanying effects. The example used above illustrates synchronization at the
tactical and operational levels. Synchronization of friendly forces in one operation
causes the enemy to draw off forces (an enemy action in and of itself), thereby
creating an enemy vulnerability (reduction in enemy combat power), which is

exploited by another force.

But the scope of actions and effects at the operational level requires an
expanded view of the AO. The concept needs to discuss three ideas in more detail.
What seems unclear 1s: (1) the ability of etfects to occur in multiple mediums; (2)
the effects of an action or group of actions to take place in one medium while their
effects are felt in another medium; and (3) the variability of effects with respect
to time, space, and forces. The manual needs to clearly point out that the actions
of a force can produce variable effects in several mediums. This concept might
best be accomplished by first using the time-mediums-faorces effects windows as
an umbrella concept. The windows could then be adssted in size according to the

level the commander operates at.

The next criteria requires the concept to address operational objectives. An
understanding of how this criteria is handled illustrates how operational concepts
are integrated throughout the manual. The term “center of gravity"” is discussed in
Appendix B of FM 100-5. The reader is referred to this section early in the
manual, during the discussion of the concept of operational art (i0]). This
discussion focuses the operational artist‘s direction toward vital components,
either in a direct or and indirect fashion. Later, on page i3, the summary of
synchronmization emphasizes "...unambiguous unity of purpose throughout the force."
Therefore, if one examines the manual carefully, tying together several concepts
that are distributed throughout the work, the reader can conclude that the current

concept meets this crateria.




The third criteria requires development of the concepts of sequential and
simultaneous actions and effects. FM 100-5’s concept discusses the segquential
and simultaneous nature of actions in detail. Note this passage below. The first
paragraph addresses the importance of consideration of linking actions (activities)
and effects (consequences) throughout the planning process. The second paragraph

addresses actions as a part of the campaign plan,

«.L{8Jynchronization may and usually will require explicit
coordination...however...such coordination is no guarantee of synchronizatiocm,
unless the commander first visualizes the consequences to be produced and how
activities must be sequenced to produce them. Synchronization thus takes place
first in the mind of the commander and then in the actual planning and
coordination of movements, fires, and supporting activities £17J....The less that
synchronization depends an active communications (and more on implicit
coordination through SOPs and understanding of the commander’s intent), the
less vulnerable it will be [183].

Ground, air, and naval operations are synchronized to support each other and
fulfill the requirements of the overall joint commander’s campaign
plan....0perational level commanders try to set favorable terms for battle by
synchronized ground, air, and sea maneuver(;] by striking the enemy throughout
the theater of operations...[; and by almost continuous protection,)
reconnalssance, interdiction, air defense, and special cperations [Gncluding
psychological warfare actions and unconventional warfare operations).l...[All
operations mustl be synchronized to support the overail campaign, and its
supporting major operations on the ground, especially at critical
anctures....[Slupport Calsol must...function harmoniously...[28]

These passages illustrate the ideas of sequential and simultaneous actions
in multiple mediums. The present concept does talk in terms of synchronizing
functions such as reconnaissance, maneuver, and air defense. But they do not
adequately address synchromzation of sequential and simultaneous effects across
multiple mediums. However, the author feels the current concept does address

sequencing of operations.

The next criteria requires the synchronization concept to address actions,
f¢orces, and effects from perspectives of both concentration and economy of
force. The initial definition addresses concentration when it advises production of
"maximum relative combat power at the decisive point {17]." The manual goes on

to state




In the end, the product of effective synchronization is maximum economy of
force, with every resource used where and when it will make the greatest
contribution to success and nothing [is] wasted or overlooked. To achieve
this requires anticipation, mastery o0f time-space relationships, and a
complete understanding of the ways in which friendly and enemy capabilities
interact. Most of all, it requires unambiguous unity of purpose throughout
the force [131....

Therefore the manual does address concentration and economy of force. The
manual could be more clear on the development of synergistic effects developed as
a result of concentrated actions, or even widely displaced actions. The manual
could also address repeated concentrations of effects and economvy of force

throughout the campaign, in ditferent mediums and locations.

The fifth criteria is the reguirement to address the elements of uncertainty
and chance i1n the synchronization concept. The manual does address the enemy as

a variable in the synchronization problem as it states

Ground operations require coordinated movement and effective
concentration of large units...against the enemy in spite of his efforts to
interdict the friendly forces’ movement [2&13.

The manual also addresses the uncertain nature of effects. The discussion
of the continuous nature of the estimate process parallels DePuvy’s "dymamic
synchronization” concept of continuous evaluation. This concept of continuous
s1tuation analysis 1s adequately referred to in tactical planning £333. At the
operational level, the 1dea of planning branches (changing plans in operations that
are underway (30)) and sequels (actions after battle [31]) addresses countering
uncertainty in planning friendly actions. The continuous nature of this planning
needs to be emphasized. Since effects are the result of actions, variants to the
plan directly address the uncertainty of effects. What also should be emphasized
15 the uncertain variability of the effects due to chance and the observation that

few, 1f any, effects can ever be predicted with one hundred percent accuracy.

Finally, the sixth criteria requires the synchronization concept to have a
future orientation. First, that means the concept should have a joint and combined
flavor. The next passage addresses this point, demonstrating the first part of the

future-orientation requirement.




The Army Component Commander (ACC)...must maintain synchronization
over large areas. This will always involve...maintaining effective
cooperation with other armed services of the US...and...the [air, ground, or
navall forces of allied nations assigned to (the ACCJ] [2%].

Ne»t, the concept should also be applicable in any environment, type of
operation, or in any general state along the operational continuum. The present
concept is useful in a state of war. But the concept should be adaptable to
peacetime competition and conflict. This means there should be some mention of
civilian-political-military agency linkage. A discussion of effects produced by
civilian agencies that support the operational artist should be included with this
concept. This would require a major adjustment in the concept of synchronization.
More importantly, it might require an evolutionary change in the nature and focus
of FM 100-5.

To review, although the concept has a Jjoint and combined flavor, it does not apply
along the entire spectrum of conflict. The concept therefore does not meet the
basit requirements in the sikth criteria. The paradigm of the present

synchronization concept 1s drawn below.
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Figure 7. TMFAE N\l time ~-~=----m-~ /
Paradigm for the Single point 1n time
Current Synchron- Effects don’t change
1zation Concept. \ over time /
N /TIMEN  /
N NS
Ml == mmmmm oo - \ V2R RN fmmmm - i
1 ? \ A N / Land IF
Di Alr AN 7/ 1 ACTIONS 1IN / Sea 0
1 Land N\ / -1 0-- \ / SOF IR
Ul Sea \ VAR B RN / ? IC
ML 2 N/ NN/ IE
S| ? / /MEDIUMS 1 | FORCESN \ 1S
----------------- S e | e\ \mmmmemmm s s e -
ZIN \- =/
N N/
T NS
E Single
N S
S N\
I Decistive
T Point
Y in Time
0-1- time ------=-mmmmm e e e mm e m e >
0




The FM 100-5 evaluation matrix appears below.

Meets
Criteria?
CRITERIA IYESING | Shortfalls
———————————————————————————————— R e B e L T T T
Windows of Effects X IMEDIUMS, CHANGES OVER TIME

1 !

Operational Objectives Xt |

Sequencing of Actions, Effects | I X IMEDIUMS, EFFECTS

Economy of Force I X | |

Flexibility i X IMEDIUMS, EFFECTS OVER TIME
| |

Future-Qriented X |FULL SPECTRUM OF CONFLICT

Figure 8. Evaluation Checklist for Current Synchronization Concept

Two major conclusions are drawn from a review of the current concept.
First, concepts relating to synchronization are found throughout the manual,
demonstrating the integral part that this concept plays in AirLand Battle and the
ocperational art. Because of this, the reader has to closely examine the entire

manual to gain a good understanding of the concept of synchrorization.

Second, the FM 100-3 concept is a sound base upon which to build a concept
for operational synchronization. Some shortfalls need to be addressed for 1t to be
of more utility to the operational artist. Basically, the concept needs to take on a
wider perspective in the area of effects. The graphics need to reflect this charnge
also. It needs to address variable effects across multiple mediums. It needs to
discuss effects in space, EW, and psyops mediums. And it needs to oet away from
the "single point 1n time" philosophy to a blending of time-mediums—force windows
of effects. Finally, 1t needs to consider actions and effects of civilian agencies

that work with the operational artist.

Revisions to the Current Concept

The current concept appears to be a sound basis for the discussion of
synchronization in the revised FM 100-5. The author feels there 1s no need to
address all criteria when discussing the revised cancept. But several 1ssues will
be highlighted that were brought out in the previous section. These i1ssues i1nclude
expanding the concept aof effects, making the concept applicable to the ¢fuil
spectrum ot contlict, and organizing the concept for presentation in the revised
FM 100-5,

The main shortfall of the present concept lies in the relationships of

variable effects in multiple mediums. The author will address these shortfalls,
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using a revised Time-Mediums-Forces Effects Paradigm. Asterisks (&) in the
revised paradigm reflect changes to the present concept.
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Figure Y. Revised TMFAE F.-adiagm for the Synchronization Concept

Several changes have been made to the paradigm of the present concept.
There has been a subtle change to the perspective of the TIME Block. What has
changed is the perception of time linked with forces, mediums, actions, and etfects,
TIME can be visualized as an instant, a block, or a common denominator that is used
to put actions and effects in perspective. This supports the concept of windows

(blocks) that are used to delineate the "siz2e" of effects over time.

The FORCES Block still contains the requisite air, land (USMC and USA),
sea, and special operations forces. But the present concept neglects the actions
and effects of civilian agencies that act in concert with the military forces of the
operational artigt. Therefore, civil has been added to the FORCES Block. This
serves to emphasize the necessary linkage between all types of civilian agencies,

particularly the State Department. "Civil" could represent, for example, additional
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intelligence support from the CIA or humamtarian ascistance from elements of the

State Department.

Changes have been made to the MEDIUMS Block also. The operational
artist’s environment contains three additional mediums: space, EW, and psvops.
The medium of space is defined by Kenneth Myers and John Tockston as an
infinitely large operating medium in which an object attains orbital flight, 1n an
environment of weightlessness and vacuum. 1t 1s different than the
multi-dimensional air medium characterized by powered flight in an environment of
atmospheric forces [1928, §91. Actions and effects in space can influence

primarily command and control and intelligence functions.

The EW medium represents the "...use of electromagnetic energy to
determine, exploit, reduce, or prevent hostile use of the electromagnetic spectrum
and action that retains friendly use of the electromagnetic spectrum

{FM 34-1, Intelligence and Electronic Warfare Operations, {1937, 2-173]." This

medium will no doubt receive greater attention in the future and represenmts a

medium for non-lzthal electronic "fires."

The Fsyops medium expands the concept, concentrating on the cybernetic and
moral domains of warfare. Effects 1n the cybernetic domain impact on
organization, command, control, communications, and information. Effects 1n the
moral domain imnact on the will of the opporment (Schneider, 1988,6-71.
Psychological actions produce effects on "...the mational will ot friendly, neutral,
and hostile forces and societies. They do so by influencing the thoughts and
actions of targeted groups so that those groups choose to support...[the
operational commander’s] policies and objectives [FM 33-{, Psycholcqical
Operations, 1937, 1-11." For example, this medium allows deception operations to
be measured in terms of "cybernetic" hesitation i1n the mind of the opposing

commander.

FORCES perform ACTIONS 1n MEDIUMS, over TIME, to produce EFFECTS.
The tactical concept of operational synchronization may demand effects that are
concentrated at a decisive time and place. But the operational artist has neither
this luxury nor this capability. Therefore, the operational artist should work to
produce multiple windows of effects. These windows vary 1n intensity over time
and between mediums. The object of the operational artist is to first overlap
these windows, and next, achieve a harmonious, synergistic blend of these effects

windows. The "size" of the effects window varies due to the type of action,




amount of combat power applied, the effects of chance and uncertainty, and many
other factors. One must consider chance and uncertainty and build room for error
into each desired window of effects. It is just this quality that forces the
operational artist to be creative, shaping effects to his purpose and proactively

responding through dynamic synchronization to changing conditions.

A group of doctrinal planning tools that assists in translating operational
actiens intp effects, and visa versa, would be useful. The Operational Operating
Systems (OOS) are one set of tools that may have some use in this effort.
TRADOC Pam 11-9 (Draft) states that the OOS are

...major functions performed by joint and combined operational forces for
successfully executing campaigns and major operations 1n a theater or area of
operations. [The OOS arel...sufficiently comprehensive in order to cover
functions performed by joint (and combined) forces (air, space, land, and sea)
[4-11.
TRADOC’s Pamphlet {1-9 (Draft), offers a group of functions i1ncluding command
and control, mavement and maneuver, fires, intelligence, protection, and support.
To this list the author would add civil affairs. This paper is toc short to discuss
the QOS5 in detail. The author will only discuss here the links between operaticnal

synchromzation and the QOS.

The QOOS can assist the operational artist in several ways. They represent
functions that should be performed by the operational artist’'s force as a whole or
by major subcomponents. For example, contributions to the intelligence furcticn
are made by elements of all forces. Operational maneuver may be at any one time
only be performed by a single service or a multi-service grouping of forces. The
QO0S assist 1n defining forces, their capabilities, and their functions. 0O0S also

assist 1n understanding force effects and actions.

In the author’s view, the 0OQS work two ways in understanding the link
between actions and effects. First, the OOS nhelp translate capabilities and
actions into effects 1n mediums. For example, a force can perform support
functions in order to i1ncrease 1ts potential combat power. Second, the 008 assist
in converting effects into actions. For example, the operational artist can

generate uncertainty and hesitation in the enemy through deception.

A suggested effects synchromization methodology i1llustrates the revised

concept of the actions-effects linkages in campaign planming.
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Another holistic view that assists in understanding operational
synchronization is the linkage between strategic guidance and available, executable
actions and resultant effects. Paul Melody, a current SAMS student, suggests a
dialectic approach. He asserts that this dialectic process produces a synchronized
linkage of strategic guidance and possible tactical actions and effects

[SAMS-53, 19901,

Strategic
Top-Down Guidance
Linkage Operational
Considerations
Possible N/ N/ AV4
Actions ti 1 bl
& Effects I i ]
N /SN SN/
Dratectic NS A4 N
Combination Synchronized
Plan
VAN /N AN
Available N/ NN
Actions H | i
& Effects b il [
[ I i
Bottom-up I b |
LinkKage NN NN
Tactical BOS,
Capabilities

Figure 10. Dialectic Linkages of Strategic Guidance
and Tactical Capabilities

The operational artist receives strategic guidance. He bhas available to him
possibilities based on the forces he has available, within constraints placed on him
by his superior. Although the strateqic guidance takes precedence, through a
dialectic process the guidance and possible tactical effects that can be produced
combine to form a synchronized plan of actions. The dialectic process 1s dynamic
and continuous. It works throughout the campaign of the operational artist. This
plan produces synchronized effects that achieve the strategic objective. This
leads to the first step in the Effects Synchronization Planming Methodology
(ESPM).

STEP 1: Receive Strategic Guidance: Define the strateqic
task and purpose.
AN V4
N/
Figure 1ta. _3PM STEP 1: Define the Objective
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The entire methodology is located at Appendix A.

In STEP 2, the operational artist develops an appreciation for the situation
he is in. He uses the Time-Mediums-Force-Effects Paradigm to understand

friendly and opposing capabilities, actions, and effects.

STEP 2: Appreciate the Situation,
1
2a. ldentify Enemy Air
Capabilities, Land

Actions Sea \ Operaticnal Operating Systems ¢(+)
1ot SgF ----- N\ Cc2
N / Civil -=---- / Intel
A / Civil Affairs
Support
2b. Translate to Psyaps / Move & Maneuver
Mediums and EW fmmm———- Fires
and Effects Space N\------- Protection
over time Air \ Deception
by use of Land
aos 1 Sea
(I B-1- time -=~-----eommm e cm e >
/ 0
.‘\ //- -
2c., Identify Air
Possible Land
Friendly Sea
Capabilities, SOF
Actions, Civil
Etfects
N/

N

Figure 11b, ESPM STEP 2: Appreciate the Situation

The factors of time, mediums, forces, effects, and actions are studied from
both the friendly and opposing point of view. The operational artist gains an
understanding of his situation, opposing forces, and the potential capabilities of
his own forces. Opposing force capabilities and actions are identified. These
actions are then transformed, with the assistance of the OO0S, into possible

opposing force effects, and effects on friendly forces.

Note the listing of the OOS in the methodology. The listing represents the
author’s recommended, prioritized manner in which the operational artist should
consider each function of the 00S. First, unity of command and effort is defined.
Then the operational artist gains an appreciation of the situation through an

understanding of relationships of the functions of intelligence, civil affairs, and
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support, Then the operational artist develops his plans for movement and

maneuver, fires, protection, and deception.

Campaign planning itsels represents the synchronization of effects through
actions. Having understood the situation, the operational artist uses STEP 3 to

develop his vision of the campaign in general terms and gross effects and actions.

STEP 3: Develop the Operational Commander’s Vision,
P
3a. Visualize end states, ending effects.

3b. Backward plan from end states, ending effects.

3c. Then forward plan in general terms.
N/
AN
Fiqure 11c. ESPM STEP 3: Visualize the Overall Plan
The product of STEP 3 15 a general concept af the campalgn 1n gross terms,
an operational vision of the campaign as a whole. The operational artist first
visualizes the operational endstate and effects he wishes to create. He then
backward plans, asking himself what effects sequence will arrive at this end state.
Finally, he traces the effects in their forward sequence as a check to ensure they

logically arrive at the desired end state. Then detailed planning occurs.

STEP 4 in the methodology is used by the operational artist and his staff to
develop the detailed plan.

STEP 4: Develop the Plan., SEQUENTIAL SIMULTANEQUS
bl Effects Effects Effects
\ s 0-1 time -—=--——mm— o >
N/ 0
4a. Identify Psyops
Desired EW
Effects in Space
Mediums Air
over Time Land
[ Sea
N\ /

Figure 11d. ESPM STEP 4a: 1ldentify Sequenced Effects

STEP 4a identifies the desired effects required over time to achieve the desired
end state (ending effect). It is essentially a refinement of STEP 3b, the

forward-looking general plan of the campaign.

Effects are envisioned as a result of functions that are performed by the

force as a whale. Both sequential and simultaneous effects are considered. Far
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example, in a contingency AQ potential combat power might have to be deploved
before the next effect (reduction of opposing land force combat power) can be
sequenced. The effect is the creation of potential combat power at a location
where it can be effectively used against the opposing force. The action is the
deplayment of the forces. An example of a simultaneous effect is the creation of

air superiority while simultaneously building up potential combat power.

Next, STEP 4b turns these sequential and simultaneous effects into actiorns

in terms of functions that are performed by the operational artist’s force.

4b. Use \ / c2
Operational Intel
Operating Support

Systems Civil Affairs
toc turn Move & Maneuver
Etfects Protection

into Deception
Actions

.
Change Effects
rnto Actions ====) Task/Purpose Task/Purpose Task/Purpocze
over time
b 0-t- time -——==----meommm e k
N\ / ]
N/
Figure 1le. ESPM STEP 4b: Turn Phased Effects into Actions
The product of this step is the development of phased effects, converted to tasks
and purposes, for the operational artist’s force as a whole. Both simultaneous and
sequential effects are converted to simultaneous and sequential tasks and

purposes.

Finally, detailed actions (tasks and purposes) are planned in STEP 4c. In
this step of the methodology the preceding tasks and purposes are first converted
1nto campaign phases. Consideration is given to conducting one or more major
operations simultaneously. To return to a previous example, land force deployment
and the attainment of air superiority can both be considered major operations,
These actions could conceivably be carried on simultaneously. Both of these major
operations also contribute to the build-up of potential combat power, the overall

goal of the first phase of the aoperation.

Several other actions are taken in STEP 4c. The initial phase of the

campaign is planned in detail. Missions and resources are assigned and allocated
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to farces. Branches and seguels are also planned for. ESPM STEP 4c is shown

below.

4c. Write the Detailed Plan. Update continuously.
1) Convert tasks and purposes to phases.

F Consider one or more major operations tor each phace.
R (2) Plan Phase { in detail.
1 (I N\
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Figure 11f., ESPM STEP d4c: Write the Detailed Plan

This discussion has centered on developing a revised view of actions and
etfects. One other shortfall is the applicability of the synchronization concept
across the full spectrum of conflict. The present concept readily applies in the
general state of war. Actions and effects should be synchronized in the states ot

peaceful competition and conflict.

Some changes to effects windows are evident in these states. Windows of
eftects will most probably expand in time and decrease in intensity. More time
will be required to institute most programs generated by civilian agencies.
Effects windows for violent military actions may increase in intensity but take
place in a very short amount of time. The cross-medium nature of effects will
increase in importance as the effects of military actions are considered on the
indigenous population in the Psyops medium. Finally, periods of overlapping,
synergistic effects may decline due to the difficulty of synchronizing military

effects with additional civilian actors and agencies involved in the campaign.

The third point of discussion for the revised concept applies to its
presentation within the manual. The concept of synchronization is an integral part

of AirLand Battle doctrine, as evidenced by its inclusion as one the basic tenets.
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Additionally, since the publication of the DePuy article, the discussion of
synchronization has been associated with an increasing number of actions, effects,

and planning tools.

FM 100-5 needs to present an organized view of symchronization that clearly
fleshes out the concept and illustrates its application across the spectrum of
conflict and the three levels of operations. The author suggests the concept of
synchronization in FM 100-5 be presented first as a general concept. This section
would bring together concepts similar to the criteria used in this paper to evaluate
synchronization. The next section should cover synchronization as a consideration
in planning. Then synchronization of planning and execution should be covered.
This should be fallowed by a discussion of synchronization of actions and effects
during execution. Each section should contain examples for the operational and
tactical commander. Each section should also address actions across the #ull
spectrum of conflict, with a joint and combined flavor. Graphics should be used to
highlight important ideas. The result should be a more comprehensive overall
concept that addresses synchronization doctrine for both the tactical commander

and the operational artist.

This section discussed some ideas or alleviating shortfalls ot the precsent
synchronization concept. The author suggested including the concepts of effects
windows, mediums, and actions-effects linkages. It also demonstrated elements of
a revised concept using a synchronization methodolecgy. The author also suggested
expanding the concept to show that it works in any state along the spectrum of

conflict. Methods of orgamzing the revised concept were also covered.

The revised concept incorporates a holistic view of synchronization of
actions and effects. It also uses an holistic, dialectical view of synchronization of
strategic quidance and tactical capabilities. It uses the concept of multiple.
variable windows of effects that are produced across one or more mediums. The
revised concept addresses concentration and economical use of effects, integrated
within the rubric of a campaign plan. The revised concept addresses the effects of
uncertainty and chance on actions and effects. Finally, the revised concept
attempts to continue along what the author feels is an evolutionary path i1n the
development of Army doctrine as it ties in civil affairs actions and effects as a

consideration for the gperational artist.
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Conclusions and Implications

The author feels he can draw several general conclusions from this study.
First, the roncept of cvrch-~mingtion ie well supported by military +heory L4, 2
review of Joint and Army doctrine reveals that the corcept of synchronization is
not developed sufficiently in Key JCS manuals to provide umbrella operational
concepts for DoD forces. The concept is simply not developed as a useful,
understandable concept in any JCS or Army doctrine save FM {00-5. Neut, the
development of the concept as a tool for Army professionals parallels the
development of the operational art. Also, a gap appears to be developing in Army
doctrine at the operational level. JCS Pub. 3-0 and FM 100-5 provide umbrella
concepts for operations in general. FM 100-15 focuses at the tactical level. There

is no Army manual that specifically addresses operational art in detail.

Some specific conclusions can also be drawn concerning the usefulness of
the Army’s present synchronization concept. The concept of synchronization, as
outlined 1n FM 100-5 (1988) is mainly a tactical concept. It does not incorporate
portions of the environment (space, EW, psyops) that could become parts of
battlefields in the future. The present concept also appears to deal primarily with
synchronization of actions, not the effects they create. A more holistic view of

actions and effects needs to be built into the present concept.

Synchronization of effects needs a better treatment, Effects vary aver
time, through space in one medium, and across mediums. Additionally, it i1s much
more difficult to achieve synergistic effects at a single point at the cperational
level than 1t is at the tactical level. The author suggests the concept of
time-space-force windows better portrays effects at the operational level. These
windows of effects can even be used to illustrate synchronization of effects at the
tactical level.

The author also suggests that the campaign planning process can be built

around planning for and synchronizing first effects, then actions.

FM 100-5 doctrine writers must carefully plan the presentaticn of the
concept of synchronization. This complicated concept is an integral part of AirLand
Battle. As such, it is connected in some way to most facets of AirLand Battle
doctrine. Doctrinal writers need to plan the presentation of synchromzation to
achieve an integrated view of theoretical concepts and effects-actions linkages

that apply across the entire spectrum of conflict at the tactical and operational
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levels of the use of the military elements of power. Also, graphics should

illustrate important concepts.

Further study is needed in many areas, including the use of the concept of
synchronization in the situation where more than one general state of the
operational continuum exists simultaneously. Next, TRADOC Pam {1i-9 (Draft)
points out that the OOS do not apply to peacetime competition or conflict. If that
ie the case, should they be combat development or doctrinal tools? Also,
AFP/FM 100-20 specifically states that civil affairs operations should be
synchronized with military operations. How should this be accomplished? Finally,
Joint doctrine writers and other services should consider incorporatiing these

concepts into their doctrine.

Above all, the Army needs to develop an umbrella concept for
synchronization. The concept should be applicable to the tactical, operational, and
strategic levels., It should also apply across the entire operational spectrum. The
upcoming revision of FM 100-5 gives the Army a great opportunity to clarify the
synchronization concept in general and operational synchronization in particular.
The current concept has a tactical flavor and is most useful at the tactical level 1n
the JCS-defined operational state of war. Even so, this concept is a good starting
point for a more averarching concept that applies to the operational artist.
Revision of the present concept will hopefully lead to a more useful tool for the

tactical commander, the operational artist and the strategist.
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Appendix B: Operational Svnchronization Methodology

STEP 1{: Receive Strategic Guidance: Define the strateqic
task and purpose.
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(1) Convert tasks and purposes to phases.
Consider one or more major operations for each phase.

(2) Plan Phase 1 in detail.
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